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uonrmnin i^ 

Assistant Director, Reports and Estimates 10 October 1949 

Acting Chief, Staff Intelligence Division 

Biff lenities in production of 113-232 as related to future 
emergency procedures " ” 


1, It is believed that one of the purposes in the production 
of xsi-232 was to test the functioning of the present intelligence 
organisation trader emergency conditions. This report contains some 
observation s upon the functioning of the intelligence machinery 

during the experiment. 

2, B/5i m s informed orally before lunch on 4 October that a 
q uickly coordinated intelligence memorandum was required estimating 
the c onsequsne e s of a reported Czechoslovak demand for withdrawal of 
fee Yugoslav Ambassador, Eventually, these terms of reference had 
to be somewhat modified. 
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5, So d eadline was specified in the original demand and a 
eOBrijgtlon date of 7 October was set. with an interagency meeting on 
fee 6th. When greater urgency was indicated (about 1430, 4 October 
"still with no specific deadline), it was decided to hold an inter- 
agency at 1100 on 5 October and attempt final coordination 

2d deliv ery by the morning of the 6th, Calls were immediately made 
(ax 1500) to all of the agencies to alert them on the schedule. This 
final schedule was followed until 1245 on the 5th when new orders were 
received to deliver the fully coordinated copy by 1700 that day* Calls 
were promptly made to fee agencies giving them this new deadline, 
requiring fSral action by 1630, Between lo30 and 1700 fee delivery 
was delayed to 0900 the next day, 

i It was understood feat fee DOT had personally made an effort 
fe assure feat all measures would be taken In the Agencies to allow 
clea rance of the paper wife fee utmost possible efficiency. It also 
pbniiTfi be mentioned that the subject of the tfemorandura was relatively 
simple and one on fetch it should not have been hard to gain quick 
. agreement. It is believed that, lacking either the pressure from above 
or fee non-controver sial subject, trouble would have develop wife 
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IdVhAeency cooperation were* (a) failure to meet a 

«jSiSb on the 5fej and (b) apparent failure of Army to make arrangements 
^shrer coor dinat ion in accordance with the 1X11*5 request. (It xs belxaved 
u ofeat fee S«fy*s dissent unsatisfactory as it may have been as a justifi- 
3 r ^ vt,, disagreement with the paper *5 conclusion was actually a result or 
fee ambiguities remaining in a hurriedly produced paper. ; 
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5, performance within Clk may be summarized as follows* 
rn ff lenities within t fte uroduclng Plvtalffi 

(1) The analyst principally concerned in the estimate 
was oat of the building when the project was announced, and no 
attempt seems to have bean made to recall him although his service- 
were presumably vitally needed. 

(2) Mo sense of urgency seems to have been impressed 
upon the analysts who did go to work on the problem iteaJ it was 
brought to thorn. They, therefore, seen to have done very 11 

work toward the' production of a paper during the first afternoon. 

(3) There was a tendency in the Division to spend time 
complaining about the nature of the problem instead of working on it. 

(/) At .«nd of business on the 4th , instructions seem 
to have been given to Division analysts as to the unusual circmstajces 
s^ro’onding the paper, and no work seems to have been done on ~t aft® 
Sr^Bic^t least, fifteen and & half hours (that could nave 
been devoted to perfection of an agreed Division droit -ert, _ost, 

(5) The draft shown to the head of the political branch 
in the annas w not satisfactory to him, still was not satisfactory 
%rnm meeting began at 1100. After the meeting he tarried^ ***** 
a version which was intended to incorporate suggestions put out at the 
seating. This draft, very slightly edited, was the one act sally cxr 
enlated to the Agencies for final concurrence. 

The draft needed in B/St at 1400 was not delivered 

until about 1420? at no stage in pcSductlon was there 
editorial review. Because no Change could be made in the paper without 
a^Lies, it warg-possible to make changes suggested 

as a re shit of final coordination.. 

(7) One result of the above handling of the draft was a 
paper which nayteve represented a sound estimate but was not carefully 

phrased, 

to Difficulties in eacehaagp of 

m For physical communication in the case of any jortof 
coordination, ODE must rely on telephones, couriers and meetings. The 
ftret is insecure j the second and third cumbersome. 

C2l Personnel in D/St were on the telephone constantly 
«» w-Pth their time for the most part being inefficiently used 
StSt^ T?o«^S. S rotetion.Hsoao call. Mi* to thrtr object 
Si uersonnel to be reached were at lunch* under real emergency 
c editions, it would be necessary to stagger lunch hours.) 
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(3) 8/St had to nake use of couriers when every minute 
(5^^®tically at least) counted, The CIA courier system, however, 
Proved ina8sq^te in an emergency, as it always had in the past* 
twesasc the central service evidently lacks sufficient personnel. 

Only am -courier could he furnished to make deliveries in two widely 
separated buildings, and it was with some difficulty that he was 
obtained, 

(4) To save time, it was decided that a D/St representa- 
tive should make one of the deliveries, using a CIA car, The latter 
service, however, proved, useless la the emergency, (Briefly, it© car 
had already been requisitioned , and the attempt to explain why D/St t s 
request took priority proved more time -c oztsitning than it was worth#) 

A private car Was therefore used, which, under the circumstances re- 
quired the time of two persons from D/3t, 


(5) It is noted that many of the difficulties above 
could have been eliminated if the I AC had been linked by a teletype 
system the meeting would not hove been necessary; rotation telephoning 
would have been accomplished in one teletyping; changes requested in 
the finished draft by one agency could have been made in the knowledge 
of the others. 


iti-^.nwBW k : 


aflailfiEg* 


A# That all relevant components of QBE be instructed to set 
up procedures to be used in emergencies, applicable to the individual 
eospoaeah or to several when joint action nay be required. It is sug- 
gested in this connection that a pre-arranged signal be adopted whose 
receipt would indicate a genuine emergency, 

$» Thai a teletype circuit connecting ell agencies, and secure 
for Top Secret, be installed at the earliest possible date, 

.£• That in addition to (b) neans be found throu^ which couriers 
«ad jjransportation would always be available to CEE under emergency con- 
ditions. 
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Enclosure A 


Assumed Tim Schedule for Production of BJ-232 Had Iteconaended Emrgencj 

Jhrocedures Been Established 


IJEsMbse 

1200 - Description of project delivered to Division along with energency 
signal* Division Chief calls in all needed personnel and arranges 
for systematic production of draft within tine slotted. 

1205 - Agencies sisult ane ously informed of project by teletype, including 
■Mt terns of reference and proposed tise schedule. (Changes in 
deadlines likewise reported as received is 'IE.) 

1230 - State draft on subject delivered sinnltaneonsly to CIA sad VC 

Agencies , giving CIA tine to use it and Agencies time to study it. 
Any ether agency drafts or suggestions delivered, 03F. works on its 
draft free 1$Q0 &s long as necessary to complete paper satisfactory 
to Division and to D/St, 

,§J£$2fcB£ 

0900 « Completed GIA draft sent by teleprinter to all agencies. 

H00 - Teletype conference at which changes are offered am imorpor&tedj 
dissents agreed if necessary, 

1400 - CIA delivers final draft by teletype. 

1400 - 1630 Agencies suggest ary last-dnute changes which can then be con- 
sidered and cleared by teletype. 

1630 •'.g.goncy concurrence or dissent delivered, initials indicating actual 
approval of responsible officers. 
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3t* above schedule was purposely Bade out to involve the sane period 
of tiae as that consumed in production of Ili-232 to sans stage of development. 
The result would have been, not quicher production, but better coordination of 
» better draft, Obvio-csly, however, tiae could have been saved. If necessary 
it should have been possible (a) to coordinate a draft by 1700 on 4 October, 
or (b) to have completed one during the night, or (c) to have had the job 
finished nuch earlier on the fifth, 

fh© feasibility of the teletype conference for the purpose noted, above 
would have to bs tested. It night be found preferable to have a verbal con- 
ference instead,, to have a verbal conference in addition, or to have Agency 
representative 3 present in the CIA teletype office during the teletype con- 
ference* ft is noted, however, that the preference for face-to-face discussion 
of papers is probably a result of habit. One happy result of the printer con- 
ference should be the elimination of superfluous chit-chat seldom absent fro® 
toe round-table. 
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